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ABSTRACT 

This document contains three conference papers 
concerning institutional research at the community college level. Ann 
Bromley discusses the practical implications of institutional 
research. The president, administrative staff, and faculty must be 
involved in identification of research issues, formulation of design, 
and application of findings. Research can provide data for decision 
making, can link administration and faculty more closely, and can 
help in implementing institutional goals. Gary A. Rice discusses the 
need for information systems in tvo-year colleges, so that decision 
making can shift from crisis- reactive to anticipatory-planning modes. 
A management information system model, a cost accounting analysis 
system model, and a curriculum accountability matrix model are 
presented in brief as potential means for synthesizing and analyzing 
data; William D. Cohen discusses the factors causing need for 
institutional research, objectives and subjects of institutional 
research at the community college level, and the organization of 
institutional research offices. Institutional researchers must not be 
satisfied with present levels of attainment, but must extend their 
competencies in information technology and their familiarity with 
higher educational administration. Bibliographies for each paper are 
included. (JDS) 
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PREFACE 



The three papers contained In this issue of the Occasional Papers 
were presented at the Second Conference on Institutional Planning in 
Community Colleges, Dr. Ann Bromley, Dean for Records and Admissions 
at Santa Fe Community College, Gainesville, Florida, details the types 
of research conducted and the results and outputs of that research. 
Dr. Gary Rice, of Yakima Valley College, Yakima, Washington, discusses 
the development and uses of a comprehensive Information system at a 
corainunity college; and Mr. William Cohen of the UniWrsity of Washington 
chronicles the evolution of the IR function and examines the possibilities 
for the community college. 

Another activity of the Conference involved a simulation exercise 
constructed by Dr. John Chase, Director of the Office of Analytic Studies, 
Simon Fraser University, and Dr. William Tetlow of the University of 
British Columbia. The exercises are based on actual institutional research 
cases and were developed for the Association for Institutional Research. 
Tlie simulation participant confronts the types of decisions and data that 
institutional planners and researchers in higher education face on a day- 
to-day basis. Those who are interested in examining this simulation may 
contact Dr. Chase at the following address: 



Dr. John Chase 

Director, Office of Analytical Studies 

Simon Fraser University 

Burnaby, B. C. - Canada V5A 1S6 



William J. ^lak 



Research Associate 




/ James K. Morishiraa, Ph.D. 



Associate Professor, Higher Education 



i 



4 



COMMUNITY COLLEGE RESE/VRCH /\ND SOME PR/\CTICAL 
IMl'L [CATIONS ON A CAMPUS 

Dr. Ann Bromley* 

Research in the community/Junior colleges began only recently as a 
tormalized activity. Periodic surveys have been conducted on the degree 
and role o I: institutional research. A brief review of sonio-of these 
surveys furnisl\es us some objective evidence? as to the trend in this 
area. In 1961, B. Lamar Johnson (1962) surveyed the western junior col- 
leges and received responses from 100. He found that only two had a 
full-time coordinator responsible for research. Approximately 27 percent 
had a part-time coordinator who assumed this responsibility as part of 
his workload. 

Swanson (1965) undertook a nationwide study four years later. He 
selected his sample from the members listed in the directory of the Ameri- 
can Association of Junior Colleges. His findings showed that 19 percent 
of the junior colleges in the nation had some type of formal research 
organization, with five having a full-time staff member responsible for 
research. 

Roueche and Boggs (1968) conducted a telephone survey in 1968 to 
determine junior college involvement with a commitment "to programs of 
institutional research." Seventy institutions responded. Approximately 
23 percent had personnel employed to coordinate this activity. Seven 
years ago Van Istendal (1969), who had undertaken a similar survey, re- 
ported that approximately one-third of the junior colleges sampled in 
his study had a formalized research program and either a full-time or 
part-time staff member responsible for this activity. The trend is 
clear If these percentages reflect the increasing commitment of commun- 
ity/junior collges to the role of research as an integral part of their 



*Dean, Records and Admissions at Santa Fe Community College, Gainesville, 
Florida. 
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COMMUNITY COLLEGE RESEARCH AND SOME PRACTICAL 
IMPLICATIONS ON A CAMPUS 
Dr. Ann Bromley 

programs and services. 

What are the day by day implications of research on a community col- 
lege campus? What are its practical values? What are the benefits? Be- 
fore we can address ourselves to these questions, there are two prime 
criteria which must be presented. 

1. A coranitment by the community college president and the key 
administrators as to the need for and the value of research on their 
campus is essential. It is unlikely that research, if conducted without 
presidential support or knowledge, will change existing practices. If 
the community college president abdicates his responsibility to make his 
educational decisions as he finds the answers to the questions in his 
college, little institutional research is likely to occur, to have mean- 
ing, or to be a catalyst for change. 

2. The president, the administrative staff, and the faculty must 
be willing to identify the right research questions for their college. 
They must be willing to invest time, energy, and staff in attempting to 
find the right answers. Beyond finding the answers they must be willing 
to respond to the next challenge which is to use the data and to act 

on it. The commitment to "incorporate findings in practice is necessary 
and it should be a prior commitment which has been made before designing 
the study. 

One of the concerns that immediately faces an institutional research- 
er on a community college campus is the problem of developing priorities 
for institutional research activities. There are usually over a dozen 
potentially valuable research projects, but frequently coupled with that 
are the constraints of limited time and resources which prohibit all 
from being conducted. And again, this is where the president of the com- 
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c:oMMUNrn' coiia".c:i: Ri:sEi\HCii /Vnd somk practical 

IMPMCATUiNS ON A CAMPUS 
Dtr Ann Bromley 

munlty college, the administrative staff, aiul faculty can assist the re- 
sea rchor in Identifying the more Immediate questions that concern the 
coLLe^ie In order that he and otl\ers can seek out tlie answers to those 
(|uestli>ns. Frequently this role of priority setting is one of the pri- 
mary functions of a Research Advisory Committee, composed of administra- 
tors, faculty and, sometimes, students. It is my flm belief that the 
development of research priorities should be tied directly to tlie educa- 
tional objectives of tlie collogue and weighed In view of the Immediate 
and loni^-range goals. 

Let me arbitrarily divide research activities into two broad basic 
categories: first, institutional research which is characterized by 
descriptive Information about the college and about the students; second, 
evaluative research which is characterized by studies on the assessment 
of different leaming systems and their relationships to measurable 
student performance. Within each of these categories of research the 
researcher and others would use course data, faci li ties data, financial 
data, staff data, and student data depending on the purpose of the re- 
search activity. 

Institutional research is generally the easier of the two types of 
research to conduct. Institutional research is the complete collection 
of activities that provide Information about the college, its students, 
and its faculties to those who can use it and need it. It is, of course, 
under this category that we cluster state reports, the HEGIS requirements, 
the Civil Rights Compliance Reports, and other types of reports which are 
requested and required by third parties. It may intet'est you to know that 
the HEGIS report which is due next fall will contain some of the data that 
had previously been contained in the Civil Rights Compliance Reports, and 
by this merger and consolidation the HEGIS report changes in pai't from a 



COMMUNITY COLLEGE RESEARCH AND SOME PRACTICAL 
IMPLICATIONS ON A CAMPUS 
Dr. Ann Bromley 

voluntary to a compulsory type of report. (Tlie National Center for' Ethi- 
cotion Statistics which is one of the main ?5overnrap»nt centers for the 
collection of educational data ia extremely cognizant of the number of 
reports that are required of the collegoa throughout the country and 
NCES is equally cognizant about the difficulties the colleges uro having 
with the imposed definitions. As a member of the Advisory Council to 
the National Center for Education Statistics and as a supplier as well 
as a use of these data, I have supported the need for consolidation of 
reports and the need for universally applied definitions. This exchange 
needs to take place through communication among the suppliers of data, 
the users of data and the National Center for Education Statistics.) 

Numbers related to financial resources , expenditures , physical f act li- 
tles, student populations, staff data, etc., should be collected and kept 
in a format which can be changed as these data change and should be kept 
in more than one college office. I am sure that you have been frustrated 
as I have, that without the centralization of data and a continual and 
comprehensive updating of the information concerning the community col- 
lege, we know selective data without a complete comprehension of the 
whole. These data are generally public information and should be shared 
on a comprehensive fashion and on a broader than one-office base. I ad- 
vocate that each administrator at the college should have a copy of com- 
prehensive profile of these data and certainly a copy should be available 
at the college library as a universal resource. 

Another type of institutional research describes student body per- 
formance and activities, and reports are issued under a topic such as 
grade distributions in the various disciplines for Term 3, 1976. This 
type of report should be considered as one of the on-going Institutional 
research reports. These reports lend themselves to comparative data. 
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COMMUNtTi' COILEOK RKSRARf.'fl AND SOME PR^XCTICAL 
iMlH.r CAT IONS ON A CAMPUS 
Dr. Ann Hromloy 

and analyjjU can bo made, lU^adu of UepartinontH and program d I roc tors 
art? aim>n« tlitiHe who find Cliese data and comparlnonH involuable, Anoclier 
rupurc mlglu h imply bt« a llHtlng of tbo cbaracCcrlstlcs , dog roes i etc., 
of the graduates of the ttolloge for ovur a year. W thcue data are 
maintained routinely on an extended time frame i it is worthwhile to 
know to which Inati tut Ions thefle RraduatuH transferred to complete 
their collo^?,e education, Singly and collectively these types of reports 
are administratively useful. 

Let me llluHtrate how a series of interrelated studies might pro~ 
vide data which would be helpful in answering the question, "How can we 
increase nur enrollment at our community college?" Among the types of 
studies which relate to this question are; 

1. A study describing the characteristics of the current student 
body and relating these data to the census information about the com- 
munity college's district or service area. This would easily identify 
those .students that possibly the college is not reaching or attempting 
to reach . 

2. A second study which also related to the overall question is 
"What is the attrition rate of our student body and what might we do to 
modify our programs or increase our student services to retain our stu- 
dents for a longer period of time?" Who is not returning and why? 

3. - A third study could be conducted on "What are the characteris- 
tics of those students who apply but do not matriculate?" Would it be 
helpful to know whether they applied and enrolled elsewhere or whether 
they applied and the registration p rocedures , . the lack of appropriate 
course offerings, Inadequate financial aid, or some other aspect of col- 
lege and personnel procedures caused the students to change their minds 
about attending? 
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COMMUNITY COLLEGE RESEARCH AND SOMI*: PRACTICAL 
IMPLICATIONS ON A CAMPUS 
Dr. Ann Bromley 

Ttieao three types of research atudlcs would addreHH thvmMeJveH to 
the question of enrollmont and ahoxild provide the nec«HS«ry i\t\ti\ leading 
to positive action which would result in den I red increase, 

Evaluative research tries to aasoss the relntivo uf feet I vouohh uf 
different instructional techniques. Tliree of the necoHsary Ingredients 
which must be present for successful evaluative research are: first, a 
willingness and desire on the part of the faculty member or program dir- 
ector to conduct this type of study and to be willing U) modify behavior 
based on the results of the study. Second, a willingness and encourage- 
ment on the part of the administration of the college to have this kind 
of activity conducted on the campus and to support it. 'Hiis usually de- 
mands a great deal more time on the part of the faculty member and the 
students within a particular program or a particular class. Third, a 
willingness on the part of the Instructor and program director to work 
closely with the institutional researcher so that the project can be 
conducted in an objective and valid manner. 

Because evaluative research is much more subjective than institu- 
tional research, the institutional climate for conducting evaluative 
studies must be supportive, sympathetic, and encouraging. This support 
and encouragement must permeate the institution and be a commitment from 
the president, the administrative staff and the other support services 
within the college. Nothing can dampen the ardor of conducting evalua- 
tive research more than for the results and the activities to be "p"t 
down" by colleagues or administration after the faculty member has ven- 
tured forth to conduct this type of research. It not only dampens the 
ardor of that particular instructor in conducting further evaluative 
research efforts, but it also serves as a warning to other who might be 
toying with the idea of pursuing the question **ls there a better way to 



10 



COMMUNITY COLLKin'! UIISlwXHCll AND St)MK l%\aiCAl. 
lMIM.ICA't'U)NS ON A CAMl'US 
Dri Amu Uromli^y 

t\>iU'h wh.it I .»m t^?achlrn; i>r |j* thiiro really i\ bwtt«>r ttichuiqut*?'* 

K.uniUy utv HunmwUat rithictviul; Co hucomi* tuvolviul in ov*iluatlvtf rp» 
ficifi'li rv»r iiuiny roaHon?** AinouK thorn ar^M tt nmy bo an aUtllC iontil burdijn 
without roUsiHi? clmo or (Ulmln iHt rat I vo Mupport; thwy aro nviprishttnjilvts 
that It will Involve cumplcx atatlHtlcH anJ analynlHS it nwiy not provo 
thi' hypotla^Hln; or th*?y .iro cdnccrutul about tlu' nmctlon of tholr col- 

An lIluHtratlon iMn my uwn Institution mlglK be cltvd. Unt* of tha 
1 acuity in cunnul tat l»n with thi? UlroctoC of innt Itut lonnl rcavarcli dc- 
clUt'd to coutluot a HtuUy i\H to why the stiid«nts who tttok tUo Inltliil 
cijurso in mathcnwtlca wore having tJitflcuLty pafiHlng the riext covirae in 
the soquenco, It Hhuuld be noted that t\w inltliil course at tho colltigQ 
wai4 the only course which wan required in matliectuit ii a for gradunCion In 
the K^neral education package. It wn» found th^it evun though the initial 
course was meeting the needs of the majority of studenta* it did not seem 
to he meeting the needs of thoBO students who wished to continue on in 
mathematics to higher levels through college algebra, trigonometry, and 
calculus;. As a result of this research inquiry and the development of 
thesu data, the mathematics area decided to develop a new course which 
would serve us the transition course between the first offering and the 
next in the sequence. The institutional researcher served as a Catalyst 
for change. 

The ERIC Clearinghouse for Community Colleges developed a Topical 
Paper designed to stimulate research in the community college* It pre- 
sents a model for instructors, administrators, and researchers who wish 
to study the effect of their efforts. It begins: "A community college 
English instructor thinks his more mature evening students are performing 
better than his day students* A philosophy professor feels that reprimand- 
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COMMUNin COUKGR RESEARCH AND SOMK PHACTlCAl, 
IMPLICATIONS ON A CAMPUS 
Dr. Ann Bromley 

tng Htudinuii nbauc pt»rfurm4nc«i on an <dXAmimit ton dmiH morM luirm ttuin ^v«p<U 
A political sci«nci» instructor cttlU on i\w library «tafl to lit^lp \wt In- 
cn»iiH49 HCud^nt uh^ of anrriint history tn^U^rtiilN < « tWtuU ilo 4^11 thi^Hi* ti^^otu^rH 
hiiv<» in eoBWon? All arp Intprostini tn wtuUent Uaniinj', tuul im^ on tl\*i 
v«rg« of formulating «xp Imuationft thnt c«n b« tostod lor ancurrtcy," (Connor, 
1969) Thin rcrtUrtbU* papor, "In U Rewlly a Hi»ttcr TcctuU(|vw?*\ m^^y H^iirvy 
4\H a b««ic ruHtfarch prinwr for community coll«He fiirulty ami Miaff who aro 
liomowhut unsophintlcnttid in re ho arch tochnlqvioH nnJ roHuarch (kuilKn. U 
fumishoH thiim wltli a aimplc way to dl^covc^r if their HuppoM i t ioniH arc 
correct . 

Lot unumciratc a (mo of tho practical ImpUcattonH, an I Hoe ttu^m, 
for rOMOarch on a community college campus. Sorot* aro explicit ; otheni are 
IfflpUciti but may In turn have a moro profound effect upon rhr character 
and direction of a community college, 

1, The president and the administration will have appropriate dat^j 
to make decisionH and the administrators will play a major roUi In tlie 
Identification of the questions they wish answered, 

2. Comprehensive updated numerical data will be available concern* 
Ing the collegOt its student population^ its faculty, its foclllties, etc. 
These data supply Information which frequently la not readily available, 
but which is of interest to the faculty, the administration, t))e studentu, 
and the community. It should be considered a permanent reference book 
for the college and a copy certainly stiould be available in the library. 
Studies involving student body performance and activities should be con- 
ducted periodically and the information disseminated to appropriate facul' 
ty and staff. The type of study I have in mind Is similar to the grade 
distribution study for the various disciplines. These data should be 
evaluated individually and comparatively by the faculty and staff In the 
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COM>rUNrTY COLLEGE RESEARCH AND SOME PRACTICAL 
IMPLICATIONS ON A CAMPUS 
Dr . Ann Bromley 

various areas. The entire research effort and the imp licat ions that it 
may have for the college can serve as avenues for change. 

3- A creative and resourceful institutional researcher establishes 
an open and comf ort*ib le line of communication between the faculty* the 
staff, and his office. Let us remember that the institutional researcher 
usually is a staff person operating witiiin the office of the president of 
the college. If this is the case, and It is my belief that it should be, 
then the institutional research officer carries with him the implicit 
commitment of the president that these undertakings are worthwhile, viable 
and possible of being implemented. A responsible researcher can serve as 
a link between the office of the president and the faculty within the 
context of his position and responsibilities • 

4. If the commitment is real and if institutional researcher is a 
creative effective staff member who relates well to the faculty and stu- 
dents, the environment and the climate of the college can be changed from 
one where tlie cdllege is processing students to one where the college is 
educating students; where the faculty are interested in their instruction- 
al modes and are creatively endeavoring to enhance those modes; where 
staff and administration are informed about the current data concerning the 
college; where the president has the data and reports to support his en 
deavors and where the president has the courage to implement the education- 
al goals stated in the community college catalog. 

In this paper, I categorized two basic kinds of research for a com^ 
munity college. I identified in broad terms the kinds of data that are 
needed to support both kinds of research activities, and I have enumerated 
in a very general way several practical outputs as a result of a viable 
program of institutional research oa a community college campus. 
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COMMUNITY COLLEGE RESEARCH AND SOME PRACTICAL 
IMPLICATIONS ON A CAMPUS 
Dr. Ann Bromley 
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BUILDING A COMMUNITY COLLEGE INFORMATION 
.SYSTEM IN A RIPTIDE 

Dr. Gary A. Rice* 

Introduction 

>ty personal belief is that the time is long overdue for the two-year 
colleges to create and maintain a documented and accurate data base and 
shift their decision making procedure from crisis-reactive to an anticipa- 
tory-planning mode. To that end I would first like to briefly cite some 
of the major crosscurrents buffeting the community college. In response 
to these forces a schematic of an integrated, computer-based MIS will be 
shown and major implementation problems noted. Third, a resource model- 
ing capability will be highlighted including a simulation Accountability 
Matrix which relates expended resources to stated goals and objective. 
Finally, some comments about the impact on colleges of suddenly knowing 
their operation will be made. 

Before beginning, I should share with you three stages of my own ig- 
norance which, I believe, anyone who has attempted the task of cataloging 
and systematizing information has probably experienced. Stage one was 
ignorant innocence when I possessed the notion that there were some secrets 
of human nature, some laws and regularities, and some cause and effect 
relationships about a college's existence. Through study, reading and ex- 
perience some day I would know such secrets and be able to apply the kncrw- 
ledge . 

The second stage emerged when, on the one hand, the college staff 
looked at me as though I might know the secret or be closer to it than 
they were. 

The third phase was that painful moment when people were still look- 
ing to you but you begin to think that maybe, just maybe, you don't know 
what you are talking about. 

*Director of Institutional Planning and Management Systems, 
Yakima Valley College, Yakima, Washington. 
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BUILDING A COMMUNITY COLLEGE 
INFORMATION SYSTEM IN A RIPTIDE 
Dr. Gary A. Rice 

This rare and revealing admission of doubts is presented to acknow- 
ledge that lacking omniscence is no reason for a college to sit idle and 
Demoan its fate or worse, to cop out by saying that "it can't be measured 
so they can't hold us accountable." The purpose of this presentation is 
to show that some aspects of post-secondary education can be measured 
and that sophisticated tools are available to assist colleges in making 
the most of very limited resources - 

The community colleges are confronting a riptide of divergent groups 
forces and trends which clamor for decision-making recognition and pcwer. 
Some of the major crosscurrents currently washing over the college include 
(1) Increasing and often contradictory state board/legislative directives 
vs. maintaining local autonomy and setting goals and priorities, (2) the 
need for intelligent and accountable decision-making in the context of 
inadequate or even irrelevant information, (3) constantly changing refer- 
ence points vs. the same reference points viewed differently, (4) collec- 
tively bargaining the increasing negotiation of the educational process, 
(5) budgetary constraints, (6) a need for change vs. natural resistance 
to any change, (7) increasing demands for accountability vs. no concensus 
of what "good" education is, (8) affirmative action constraints (9) non- 
coordination and geometric increases of reports frequently asking for 
non-available information yesterday by state and federal agencies, (10) 
political and community, desire for administrative involvement in decision- 
making, (11) vocational and continuing education growth merging with the 
sacred academic liberal arts education, (12) the role of the community 
college as a future-oriented social change agent vs. the traditional 
storehouse of past knowledge, (13) obtaining decision-making information 
from diverse points of the college service area, (14) identification and 
tracking of the everchanging community college student, (15) defining a 
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BUILDING A COMMUNITY r,^ 
INFORMATION SYSTEM r^. "^-LEge 
Dr. Garv A. Ri":^ RtPTIDE 



Dr. Gary A. Ri^^ 

"successful" educatio 

. , exnerience given the diverse needs and nature 

of the student body^ ^ 

This total ieitg^ 

— --s^^^ Qf rapid educational change and turmoil has 

produced an urgent 

^ tof colleges to become "accountable," to obtain 

the maximum amount of 

^Put for a given level of available resources, 

and demonstrate tne 

. ' 10 which priorities, goals and objectives 

have been met witn ew, 

^*="qed resources. This state of affairs has drama- 
tized the need i^ot Cqj^, 

, ^ges to have or build a solid base of accurate, 
relevant, and timely . 

°^ation that people believe in and support; in- 
formation that ^Poiii-^ 

^Cal and easily documented for authenticity. 
Additionally, c°^^e8es u 

. ^^Ve found that with less money to spend and no 

money to waste, 

of incorrect decisions is mo re immediate and 

far-reaching than Cuti 

^ the sixties. Thus they are turning to the com- 
puter resource ^^"^"latip, 

^ models to aid them in forecasting the probable 

^^fore hard dollars have to be laid out. 



outcomes of a decisiQ^ 



Figure 1 
^^'^^Sement Information System 

Figure 1 shows ^ 

^vJmp^^gr-based management information system and 

data base composed of 

, ^8ht distinct, but interlocked, master file records 

Each file: Students, p 

^^Utses, Facilities, Occupational Programs, Finance, 
Professional Scatt» ^i-^ ^ 

^stf£gd Staff and Equipment, contains static infont 

tlon but user-derinecj 

^^^able information can be added or updated. Each 

file also has an ^^te,^ 

error edit routine and produces a series of 

operating reports that 

V, descriptive in nature. These files are tied 

together with cue va^.^^ 

1 ^ designated cross links. Also, visualize a 

third-dimensional ve^tQ^ 

^1 doming from any and all file combinations. These 

combined file analyt^^, 

^tputs represent valuable management information 
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BUILDING A COMMUNITY COLLEGE 
INFORMATION SYSTEM IN A RIPTIDE 
Dr. Gary A. Rice 



for decision making. 

Several major problems are likely to be encountered during the con- 
struction process. First, it is necessary to define what input and out- 
put variables merit the cost of collection, storage and potential retrieval 
Either including irrelevant variables or excluding relevant ones will break 
the system's closure. Second, each operational area within the college 
has developed a subsystem of its own with their own procedures, data defini- 
tions and output requirements. There were thus minimal Integration of 
records between offices and no common language. Third, there are often 
no common definitions or units for observations within departments, divi- 
sions, or even between colleges. This situation makes it almost impossible 
to produce concensus since everyone is developing a position based upon his 
own unexplicated data definitions. 



Figure 1 represents a technological task of determining relevant ele- 
ments and building appropriate computer files. But, as Sheehan notes, the 
real difficulty emerges when one has to ask some future-oriented questions 
and simulate the probable consequences. Figure 2 depicts a cost forecast- 
ing and resource modeling capability which is superimposed on the data base. 
These computer modules include the NCHEMS Induced Course Load Matrix, Facul- 
ty cost/workload routine, and the NCHEMS-RRPM 1.6 which arrays full and 
unit costs by department and student intent. Additionally three locally 
developed computer modules are interfaced with the NCHEMS products. These 
local programs actually have accuracy beyond the NCHEMS software. As 
shown, it is a closed system which presents a post hoc descriptive picture 
but it is possible to "unhook" from the data base and ask "What if" ques- 
tions in a predictive simulation mode. Once the data have contributed to 



Figure 2 
Cost Accounting Analysis System 
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a decision, they are inserted in the college data base and resimulated 
since the model itself has become part of the data base. 

A number of thorny problems will arise during this phase of develop- 
ment. First, there is the natural fear by staff that the cotlzputer is 
replacing them as decision-makers and they feel ignorant about understand- 
ing the model. They need to be shown that a model is only a tool, not a 
decision maker. Since a model is only a symbolic approximation of the 
real situation if it fails to describe the world it should be changed, 
not the world. Second, since the model routines are logical it must be 
assumed that input and output processes and data are logical, rational, 
accurate and isomorphic with the institutional reality. One will prob- 
ably find that this assumption is not initially valid. Third, the model 
assumes that the user knofws all of the major elements and the input-out- 
put interrelationships functioning within a college. This usually has to 
be painstakingly dug out. Fourth, initial uses of simulation models usual- 
ly produce statements about its capability to predict the future, A model 
doesn't purport to predict the future per se, but only explicitly indicates 
the nature of the processes by which the future evolves out of the past and 
present. Fifth, the college staff has to understand the limitations of 
simulation models, i.e., hypersensitivity to enrollment fluctuations, they 
are not budget models, they do not deal effectively with inflation or mar- 
ginal costs, the system is exclusively expenditures at this point, it focus- 
es primarily only upon those quantifiable elements of instruction. It is 
only a process system so they need to be cautioned not to seize some unitary 
simplistic-productivity index, et al. Finally, the administrators, board 
and faculty had to break out of "quill pen" concepts of manipulating in- 
formation and learn how to ask the right kinds of ijuestions in the rightv 
way . 
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Figure 3 

Curriculum Accountability Matrix 

A simulation to array resources toward goals and objectives current- 
ly being seriously studied Is presented In Figure 3. The three-by-four- 
by-four matrix encompasses the stated currlcular goals and objectives of 
the college. Although the cells are mutually exclusive, It Is possible 
for different sections of a given course to exist simultaneously In sever- 
al cells. Each cell would be defined In measurable goals and priority 
weighted. Needed activities and their historical costs would be determined 
and dollars allotted to the cell. Some cells would make zero contribution. 
Once established, college resources would be located at and funded out of 
the dollars In each cell. As a decision Is made to Increase a cell allot- 
ment, another cell will have to be decreased and the simulation capability 
dramatically emphasizes this fact. With this capability, the issue will 
not be about how dollars were expended, but rather, negotiations about how 
the goals and objectives should be defined and prioritized. Also relating 
subsequent student follow-ups back to the matrix enables the college to 
determine expenditure level vs. level of success. Student Intent can be 
arrayed across the matrix via ICLM (Induced Course Load Matrix) to compare 
student needs with college perceptions of those needs. Later the matrix 
could be employed in like manner for instructional support areas such as 
physical plant, student services, administration, library, et al. and in- 
cluded with the instruction matrix for a complete picture. There are other 
racj^'fl cations being currently explored within this structure. 

This highlighted presentation does not do justice to the myriad problems 
which must be overcome in creating a complete information system. There is 
an initial tendency to give a larger weight to available data and focus lit- 
tle attention on the suitability of such measures . Addi t ion ally , as many 



20 

16 



BUILDING A COMMUNITY COLLEGE 
INFORMATION SYSTEM IN A RIPTIDE 
Dr. Gary A. Rice 

writers point out, education is basically an intermediate good produced 
not so much for its intrinsic value as its Input to other aspects to 
society. Since the demand is derived the definition and valuation of 
any "standard unit" of accountability depends largely on what is happen- 
ing outside of the college. Also any information is relative, apolitical 
and meaningless by itself until individuals give it a context, political 
dimensions and meaning. Attempting to anticipate the everchanging vagar- 
ies of people and their information needs while building an institutional 
information structure is a prodigious feat. In addition, there is an ini- 
tial tendency to either expect that simulations can reveal all decisions 
or else picayune simulations are carried out ad infinitum in an effort to 
avoid making a decision. Both extremes represent a misuse of the tools 
and users needed to be so instructed. Finally, it should be noted that 
community colleges have often grown up around processes not functions , i .e . 
payroll clerk, registrar. We then try to mechanize a process system and 
ignore the people. It becomes a challenge to develop an integrated func- 
tional system yet take into account the existing organizational structures 

In spite of the negative tone my comments may have conveyed, I wish 
to end on a very optimistic note. The impact of comprehensive knowledge 
about an institution's existence and operation is hard to measure, but 
some exciting things are in evidence. Besides producing an integrated 
framework for Che institution's record-keeping, the renovation process 
results in a clearer picture of the interdependence of the college compon- 
ents. Also the' acquisition, allocation and utilization of resources has 
been f acilitiited. Third, any institution that lacks adequate information 
tends to operate in an atmosphere of suspicion and silence leading to 
atrophy. Creating an information system that is open and documentable has 
encouraged people to communicate and, in many instances, has negated 
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acrimonious debate because the proper alternative is alraosi self evident. 
Even if it isn't, at least both parties must prepare their arguments from 
the same reference point. Fourth, a significant by-product has been the 
preparation of a "fact book" organized into the eight MIS categories. With 
the format constant from year to year, the trends soon become evident. Al- 
so at the point of accreditation the college will have a wealth of document- 
ed back-i^ information at their fingertips, not to mention its interim use 
in preparing grant proposals or speaking with legislators. Finally, the 
college staff is becoming more comfortable with the notion that they can 
dare to think and try new ideas ijsing the simulation tools to evaluate, 
plan and control the college destiny in ways never before possible. 
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Development of Institutional "Research (IR) in. higher education pro- 
gressed rather slowly and has only recently produced a science of institu- 
tional study. Prior to 1955, only ten colleges or universities had offices 
of IR, and as late as 1968, only 230 benefited from this practice. Roney 
(1970) reported that community-junior colleges credited no offices of IR 
with existence prior to 1960, and Park (1972) stated that between 1959 
and 1968, less than one-fourth of all community colleges undertook any 
coordinated research. 

Increased responsibilities within higher education and the community 
partially explain the emergence of IR in community colleges. Of necessity, 
however, much support emanates from internal sources, administrative offices 
at specific colleges. Without commitment by these individuals to utilize 
IR findings, such activity ceases to have relevance. 

Confirmation of the imperative for IR as a specialized community col- 
lege function reflects increased political, social and educational aware- 
ness of expanding roles for two year colleges. These roles include more 
extensive service to non-traditional students and diagnosis of skills most 
in demand by communities. Successful transformation from roles to specific 
goals, and attainment of goals, necessitates a sound flexible information 
base to facilitate rational administrative decision-making. Offices of IR 
meet these needs for they "benefit, assist, and advance research which 
leads to improvement in the understanding, planning, and operation of in- 
stitutions of higher learning" (Morishima and Saupe, unpublished). 

As most higher educational institutions utilize IR technology, it be- 
comes necessary to delineate those elements of the "practice" of IR most 
applicable to community colleges. The following four questions suggest 
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a framework to accomplish this process: a) What factors cause a need for 
IR? b) What are and should be the objectives of community college IR? 
c) What does or should constitute the subject matter of community college 
IR? and, d) What is the appropriate organization of community college 
offices of IR? 



Factors Causing Need for Institutional Research 

Within community colleges the metamorphosis of IR from an applied 
novelty to a highly specialized profession continues at a pace parallel- 
ing evolutionary development of these institutions. Currently, commun- 
ity colleges change shape in kaleidoscopic fashion by redirecting emphasis 
of existing programs, adding new programs, and constant experimentation 
with new instructional technologies — all in attempts to meet societal, 
governmental, and educational needs and expectations. 

Capability to maintain such an orientation results not so much from 
"acquired characteriivtics" of institutions existing prior to two-year 
colleges, but from evolutionary development, from small, relatively simple 
organizations to those larger and more complex. Complexity includes 
division of labor to enhance realization of specific educational objectives, 
and power-communication responsibilities to review ond evaluate the insti- 
tution's performance (Eti^ioni, 196A) . Concurrent and congruent with in- 
creased institutional complexity has been the evolution of a new administra- 
tive style, reduction of ''seat of the pants" operations in favor of re- 
liance on objective knowledge and a systematically collected data base for 
decision-making. The single most important factor concerning perceived 
need for IR is the degree to which an institution commits itself to scien- 
tific, knowledge-based administration; in other words, IR manages the 
production of knowledge (Doi, 196A) . 
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Significant factors dictating need for IR surfaced as a result of 
increased communication within specific community colleges, broadened 
inter-institutional interface, and expanded governmental (local, region- 
al, federal) interest in community colleges. Increased formulation of 
public policy involving two-year institutions and the era of *'account- 
ability" also led to the need for IR. 

Increased institutional complexity focuses attention on the need 
for precise communication between administration and instructional de- 
partments. Simpler, informal relationships characteristic of past in- 
ternal campus operations give way to less satisfying but more effective, 
centralized and/or formalize interactions. Scrutiny of traditional edu- 
cational activities becomes necessary as responsibilities are identified 
and results (outputs) measured. IR provides technology for analysis of 
such interaction. Of equal importance, more extensive community college 
involvement in academic planning encourages contributions by IR. When 
planning with Instructional programs in mind (e.g., transfer education, 
professional retraining, and learning for leisure), burdens may be re- 
duced by the availability of information regarding the marketplace for 
graduates . 

Institutional research lives largely in the future, using what can 
be utilized from the past and the present (Carrothers, 1973). Personnel 
constitute the most readily available "clay" to be reshaped. Individuals 
"trained" in the past and working in the present often encounter difficul- 
ty adjusting to scientific management practices, and planning emphasis 
demands sound management development programs, especially for academic 
administrators. These "executives" must possess not only the requisite 
cognitive skills to solve institutional problems, but they also require 
facts about their schools in order to demonstrate competency - hence 
the need for IR. 
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Increasing community college complexity, e.g., formalization and plan- 
ning, may cause a state of "continuous disruption" to exist within the in- 
stitution. In light of typical communications /in format ion blockages or 
misdirections inherent in large diverse public two-year colleges, IR may 
assume a relatively new role as mediator and coordinator of institutional 
interaction. Such a position might extend beyond single institutions to 
encompass, through mutuality of interest, establishment and maintenance 
of a local, regional, or national information sharing "hot line" to link 
offices of IR and make available "experiences" and innovative problem 
solving techniques. 

Community collges, as the mandated source of universally available 
education, and thus further diversity through service to an expanding 
population, perhaps need greater predictive capability than do other in- 
stitutions of higher education. They must balance budgets and plan 
rationally for funding through various avenues of support. Two-year in- 
stitutions must be able to demonstrate accountability to city, state and 
federal governments. Neither institutions nor governments can afford to 
be taken by surprise; IR reduces the likelihood of such occurrences. 

Essential to effective institutional planning, particularly at the 
community college, is ability to participate In the development of, and 
be able to predict, potentially influential public policy. Consequently, 
IR must exhibit sufficient flexibility to enlarge upon its more tradi- 
tional survey and statistical research techniques. Here, institutional 
needs dictate that institutional researchers range far enough afield to: 
"follow carefully the literature of higher education to perceive which 
ideas seem to develop a following; follow annual reports of large founda- 
tions; follow public policy decisions in states tending to be in the 
forefront of educational change; follow public statements of government 
officials, and court decisions affecting higher education" (Kibbee, 1973). 
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Through such an analysis, IR evolves from a simple fact-finding service 
to an intelligence-information system. Seen in this light, IR reinforces 
those who are responsible for planning interface within and between in- 
stitutions; institutional-governmental relations; and institutional-gov- 
emmental-public interaction. IR buttresses credibility of and confidence 
in community college decision-making. 

Factors external to offices of IR provide impetus for initiation of 
various studies and evaluations. However, incumbent upon offices of IR is 
formulation of goals and objectives to further develop their potential to 
serve the institutions in situations not yet demanding overt attention - 
in essence a policy of strength in reserve. Supplementary to the above, 
Suslow (19 71) suggests that offices of IR endeavor to mediate between 
technological practices and methodologies and the educator-administrators. 
By providing a communication link, institutional research can help prevent 
mis -management which may result from over-zealous attempts to formalize 
and quantify educational processes. 

Objectives of Community College IR 

In many instances, organization, introduction, maintenance and im- 
provement of community college educational programs approximate the 
complexity of large business enterprises and similarly may no longer be 
run, on improvisation guided by expediency, opportunism and competition 
(Dressel, 1971). Administrators concerned with overall funding and sub- 
sequent internal allocations seek varying degrees of guidance to obtain 
sound institutional operation. In this regard, IR strives to provide dir- 
ection through information inputs, and yet function in a semi-independent 
capacity — somewhat removed from administrative outputs. Suslow (1971) 
attributes this position to IR's need to maintain credibility and objec- 
tivity. A fine balance must exist such that isolation, irrelevance, and 
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failure to support institutional goals do not occur. 

Successful IR function depends upon the ability to secure total in- 
stitutional support for research activities. As Morishima and Saupe (un- 
published) proposed, "institutional research is a broad field cutting 
across diverse disciplines such as business, psychology, education, and 
architecture." The above concept is crucial to research within campus 
communities. Consequently, IR endeavors to build support by integrating 
campus-wide involvement into search for possible areas of research study. 
Of particular utility in this regard are faculty advising committees. 
Not only might they suggest new, imaginative topics and methods for study, 
but, in addition, faculty participation might inspire or require institu- 
tional researchers to evaluate the effectiveness of their own office — 
in the spirit of accountability. 

Institutional researchers strive through accuracy and timeliness of 
information, to make a substantial, positive impact on their colleges, 
and perhaps a contribution to community college education as a whole. 
According to Montgomery (1970), achievement of these goals is contingent 
upon production of fewer, improved studies, those where conclusions 
evolve from systematic, ongoing follow-ups. In this manner, institution- 
al researchers facilitate acceptance af results and stimulate action, 
and thus change. Institutional researchers must persevere, for as 
F. M. Conford (1923) suggested, "Nothing is ever done until everyone is 
convinced that it ought to be done, and has been convinced for so long 
that it is now time to do something else." 

Unconditional acceptance of evolutionary educational change does not 
suit offices of IR, for they must remain "ahead of the game." For them, 
proactive formulation of change, as an "offensive" policy provides the 
best defense against "lethal" institutional obsolescence. Though indi- 
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vidual two-year colleges may recognize the import of systematic IR, a 
national awareness must be extended to all community colleges, simultane- 
ously rather than sequentially. 

Several autliors (Dressel, 1971; Kibbee, 1973; Saupe, 1970) address 
this need, implicitly or explicity, yet few potential solutions result. 
Neither is the issue new, nor is the problem resolved. Perhaps institu- 
tional researchers need to respond to the challenge and recogiiize the 
following primar>' objective. Community college institutional researchers 
must sponsor formation of a national community college information sys- 
tem. Such an "office" might, in reality, consist of a regional network 
of offices maintaining files of "inactive" research as well as monitoring 
on-going or systematic projects. Offices truuld provide a repository for 
community college information, much like the ERIC Clearinghouse, yet by 
means of newsletters and, consultation , selectively disseminate concept and 
process oriented data. Such information would include "a taxonomy of data 
and a catalogue of me thodology. . .would effectively reveal duplications of ' 
efforts, instances where communication is lacking, voids in types of data • 
that can or should be collected and conflicting definitions" (Saupe, 19 70). 
In addition, these offices would help to reduce time spent in research 
design, reduce the practice of "bad" research, and initiate follow-up on 
research results. If community colleges joined together in harmonious IR, 
dividends would be reaped in enhanced intra/inter-ins titutional cooperation, 
more rationalized decision-making, and maximized coordinative capability of 
offices of IR. In essence, a national system, as outlined, would allow re- 
search by objectives (RBO) to replace extemporaneous research activity. 

Present community college needs and future projections suggest broad 
objectives for IR based on "the national system." Offices of IR may re- 
duce material outputs and devote extensive effort to training a core of 
experts to travel the "national circuit," within and apart from educational 
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institutions. These individuals will help coordinate newly established 
community college offices of IR and provide guidance to researchers in 
need. They may also circulate iu industries of particular importance 
to community colleges. 

Institutional researchers will, or should, seek to generate greater 
public and academic understanding and appreciation of their work. The vir- 
tues of long-term planning for accurate decision-making will be extolled - 
to reduce pressure for short-term decisions. Within two-year institutions, 
administrators, faculty and students will be eiqjosed to a broader concep- 
tion of research within the community college educational enterprise. 

Subject Matter of IR 

"Generally, IR concerns fall into two major areas; a) studies which 
focus upon existing, objective data, and b) studies concerned with measures 
of attitudes, curriculum development, and evaluation, etc." (Morishima 
and Saupe , unpublished). When dissected, these inclusive areas expose num- 
erous specific topics and techniques for study. Community college offices 
of IR provide descriptive reports concerning the college's present status 
and the degree to which its goals are being met. Within this context, a 
look at future needs is appropriate. Institutional researchers then iden- 
tify, isolate, and tender specific recommendations about institutional 
strengths and weaknesses. 

High national unemployment figures and student concern for rate of 
return from education combined to shift ir emphasis away from student 
characteristics toward career education. This orientation makes research 
dealing with relation of learning to future employer expectations extremely 
important. Societal expectations, as observed in public policy, now focus 
on development of methods to satisfy increased egalitarianism in education. 
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hence, studies of instructional techniques for non-traditional students 
claim immediate relevance. In attempting to find ways to accommodate 
community college functions of teaching, research, and service to cur- 
rent educational needs, IR has become more sensitive to the demands of 
the community and government. 

To expand community focus, institutional researchers attempt to as- 
certain, by survey and interview, solutions to problems faced by "special 
interest groups." Life styles and objectives of rural and urban dwellers 
are not highly congruent. Similarly, adolescents, senior citizens, and 
working mothers require diverse programs from community colleges. IR 
evaluates the relative importance of programs to coramuni ties and to in- 
stitutions themselves (Mayhew, 1966; Park, 1972). 

Institutional researchers increase the likelihood of definitive 
studies by devising and initiating systematic data collection programs 
on all phases of institutional operation. The on-going approach insures 
a constant flow of information. More extensive practice of this technique 
is a response to recognition of the growing demand for information rather 
than pure research studies. As Park (1972) contended, information, e.g., 
analysis of costs, behavioral objectives, or space usage, is needed in 
specific community colleges rather than in community colleges in general. 

Gathering and controlling potentially useful information resources, 
and implementation of new policy on the basis of that information, are 
related, but separate processes. IR provides departments and administra- 
tors with a "quantifiable basis" for decision-making. Further, IR should 
evaluate middle management and adminis trations in an effort to determine 
by particular school and genre (community college), the most facilitative 
structures for organization, e.g., hierarchical vs. collegial, procedural 
vs. substantive due process, etc. 

/ 35. 
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Systematic production of knowledge, and policy Implementation, en- 
able institutions to achieve self-fulfilling prophecies, yet the entire 
process exposes and proposes new areas of concern, and thus, new, often 
formidable questions to be answered. By scrutinizing community college 
physical operations and personnel interaction In their entirety, TR may 
ease tensions and bridge gaps that tend to expand when Institutions, 
administrators, faculty, and students must accept new roles and contin- 
gencies according to the dictates of society. 

Organization of Institutional Research Offices 

Though numerous guidelines for the organization of offices of IR 
exist, several principles suggest a basic framework for discussion. IR 
must be "planned," and as such, responsibility for planning should be 
centralized in the director*s role. The director should be part of the 
president's staff so that he/she may, as "dean of information," receive 
and contribute inputs on both long and short terra planning. According 
to Roney (1970), directors come from a variety of backgrounds, most often 
from administration, education, and psychology, and do in fact report to 
the chief academic officer 46,3% of the time. The staff function of IR 
is to provide crucial assistance to line officers and policy makers in the 
the execution of their tasks. As staff organizations, officers of IR are 
developed to provide accurate information to control institutional qual- 
ity, advise, counsel, and support the line (administration). As exten- 
sions of administration, IR offices (staff) possess no right to imple- 
ment policy or command over the line. Staff power or authority is ''func- 
tional," the force of knowledge or expertise. In addition, the external 
participation factor should be taken into consideration when organizing 
IR efforts. This entails planning to augment interpretive capabilities 
by inviting participation of data users, e,g,, faculty advisory committees » 
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individual instructors, administrators and students, in problem-solving 
activities. 

The extent to which offices of IR can afford full-time directors 
(50% in public institutions ;. Roney , 1970) with suitable backgrounds, 
and enjoy a wide range of operational freedom, depends upon adequate 
funding. A program of effective research for the community-junior col- 
lege necessitates an estimated expenditure of 2-3% of the college budget, 
or a minimum of $10,000 - $35,000 (perhaps 50% more now [1976] due to 
inflation) for a small college on a yearly basis (Cottrell, 1969). 

Conclusio n 

Institutional researchers practice a science whose skills were, un- 
til recently, not thought to be of particular relevance as "administrative 
tools." Hence, many community and A-year college administrators had 
little or no familiarity with statistics and experimental design. Though 
this state of affairs no longer exists to as great an extent, scientific 
management programs have not yet caught up with all community college 
academic officers. As such, IR continues to enjoy a relatively exclusive 
monopoly on production and dissemination of institutional knowledge. In 
this regard, IR has created a state of dependence, and as a "lower par- 
ticipant" (staff in support of line officers) , possesses a great deal of 
power. 

One does not suggest impropriety due to an unchallengeable position. 
Rather, one suggests that institutional researchers guard against compla- 
cency. IR must not be satisfied with present levels of attainment. Re- 
searchers must extend their competencies in information technology and 
their familiarity with educational administrative practices and higher 
education in general. They must continue to maintain high levels of 
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professional ethics, no room exists for personal power plays through 
misuse of data. 

In reiteration, Tyndall (1964) suggested that the role of IR in 
community college education is "akin to that of operations research In 
a large business enterprise. It submits plans for consideration by man- 
agement, assists in the detailed development of plan« for Implementation 
and assists also in evaluation and control aspects of planning and Im- 
plementation. " 

In all probability, little pressure to change this role will bulIU 
in the future. Rather, as Richard R. Perry ( 1973), past president of 
the Association for Institutional Research, suggested, emphasis will be 
on improvement. IR will attempt to design better methodologies for ac- 
complishing creative administration as well as the objectives of higher 
education. Through such participation, institutional researchers will 
directly and indirectly influence development of goals to improve the 
quality of life, within educational institutions and in society as a 
whole. 
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